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ABSTRACT

A problem of growing concern in the United States deals with the
poor results of the nation's businesses in terms of productivity.

The

U.S. is now suffering the worst decline in productivity in a generation.
While part of this decline can be attributed to economic conditions,
data indicates that the labor force could be more productive if it
wanted to do so.

A study has shown that 52% of all workers feel they

aren't producing at full capacity.

Alienation of the American worker

is identified as one of the most important contributors to this
problem.
Because it is often difficult to restructure jobs, it becomes
necessary to look to some method of motivating workers to increase
their productivity.

A number of motivation theories have been pro

posed; the most important being:

(1) Maslow's Theory, (2) Herzberg's

Theory, (3) Need Gratification Theory, (4) Inequity Theory, (5)
Intrinsic Motivation Theory, and (6) Expectancy Theory.
Several systems of compensation for industrial workers are
currently being used in this country that attempt to incorporate the
above theories, but few have met with a great deal of success.
However, a new approach to the problem, non-cash incentives, holds
promise as a partial solution to the productivity problem.
A study of workers in a plant using a non-cash incentive program
shows a neutral attitude toward the program.

Productivity results of

that plant, however, show significant increases since implementation
of the program.

It is proposed that Maslow's Theory of Motivation and Expectancy
Theory of motivation can be related to the non-cash incentive method.
Workers' desires for certain bonus items can be related to Maslow's
Hierarchy of Needs, while their methods of obtaining such bonuses can
be related to Expectancy Theory.
In summary, the non-cash incentive program is recommended as an
additional tool that can be used by management to increase worker
productivity.

While some problems are apparent with these programs,

they have met with considerable success.

In conclusion, it is

proposed that such success well outweights problems associated with
the implementation of non-cash incentive programs.
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I.

INTRODUCTION

A problem of growing concern in the United States has dealt with
the productivity of American industries.
define what is meant by "productivity".

Before proceeding, let us
According to C. Jackson

Grayson, Dean of the School of Business Administration, Southern
Methodist University, productivity is:

"—

an umbrella term which

subsumes under its canopy all of those factors in the work place
which conspire to increase or decrease the socioeconomic dynamism of
that work."

(1, p.85)

Although the United States still leads the world in terms of
absolute productivity, its yearly growth rate is considerably lower
than that of other industrialized countries.

(2, p.34)

Table I

shows the average annual increases in productivity between 1960 and
1970 for seven of the leading industrialized countries.
the United States ranked last for this period.

Note that

(1, p.87)

Since 1973 the United States has suffered decreases in produc
tivity.

In the second quarter of 1974 the U.S. showed an 0.8%

increase in productivity.

However, after the increase productivity of

the farming sector was factored out industrial productivity actually
showed a 2.9% decline.

(2, sec. Ill, p.12, col. 3)

Unfortunately,

some feel such a condition is not only a short term problem; rather,
it is the beginning of a new trend.

(4, p.24)

The productivity problem in this country is not just an academic
one; the effects of such a problem can be extremely damaging.

In

Figure 1 (5, p.2), Productivity and Hourly Compensation Chart 19681974, note how compensation per man-hour is always above output per
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Figure 1
Productivity and Hourly Compensation Chart 1968-1973
(Percent Change from Preceding Quarter at Annual Rate)
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Table I
Average Annual Growth Rate In
Productivity Between 1960 and 1970
Country

Average Annual Growth Rate

Japan

10.8%

Italy

7.4%

France

5.9%

West Germany

5.5%

Canada

3.7%

United Kingdom

3.3%

United States

2.9%
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man hour and how the gap between the two is beginning to increase.
The result:

rising expenses to pay for increased labor costs, causing

inflationary problems.
Perhaps the most serious effect arising from the productivity
problem has to do with foreign competition.

As Table I has shown,

the U.S. is trailing the industrial world in annual productivity
increases, but when one also studies foreign compensation rates the
problem becomes even more serious.

As shown in Figure 2 (5, p.2),

in 1973 the United States experienced a 4.7% increase in average
output per man-hour, but at the same time the average hourly compen
sation rate increased 7.9%.

Thus, increased output accounted for only

59.5% of the increase in compensation. On the other hand, while Japan
had a 20.8% jump in its average hourly compensation rate, an 18.8%
increase in average output per man-hour accounted for all but 9.6% of
the increases in compensation.*

Therefore, due to the comparative

lack of productivity increase in this country, the United States is
losing its competitive edge to other countries.
Why does the problem of productivity exist in this country?
Perhaps the largest reason, at least for the recent productivity de
crease, lies with economic conditions.

The recession has caused

many companies to hold back on expansion plans and, in many cases, to
cut back on present operations.

While such an argument is applicable,

it is not viable, for until economic conditions permit, American

*These rather large increases in productivity of foreign countries in
a time of world-wide recession can be explained by the smaller base of
absolute productivity they have in comparison to that of the U.S.

0

5%

10%

United States
Hourly Compensation Rate
Output Per Man-Hour

Japan
Hourly Compensation Rate
Output Per Man-Hour

Figure 2
A Comparison of Average Hourly Output Against
Hourly Compensation for Japan and the United States
Changes in 1973

15%

20%

25%
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business and industry will continue to hold back on capital investments,
production requirements, et cetera.

This being the case, it is neces

sary to look to other areas in hopes of generating a solution to the
productivity problem.
The labor force of this country is one area that holds promise
for generating a solution to this problem.

If it were possible to

cause that force to work harder or move effectively, increased
productivity could then be achieved without capital improvements; i.e.,
productivity could be increased in spite of the current economic con
ditions.

(6, p.10)

Can the labor force become more productive without any capital
investments?

According to studies by Ray W. Walters, a management

consultant, 52 per cent of this country's workers feel they currently
are not as productive as they could be.

Of those workers between

the ages of 18 and 29, 70 per cent feel they aren't working at a level
that challenges their potentials.

(7, p.93)

Also, a 1973 Gallup

Poll (see Table II) showed that 50 per cent of all wage earners
questioned indicated they could produce more than they currently did.
(5, p .3)

Thus, it seems obvious that a majority of the workers in

this country are not working at their productive capacity.
The next step to a solution of the productivity problem requires
that we discover why workers do not produce at full capacity.

Several

possible reasons have been advanced, but perhaps the most significant
reason is worker alienation.

Perry A. Constas has stated (8, p.351)

that alienation exhibits the following symptoms:
1.

No goals, no striving or future plans.

2.

Lack of communication.

7

Table II
Worker Perception of Potential to Produce
Workers Responding

Increase in Daily Output

15%

10%

15%

20%

7%

30%

2%

40%

5%

50%

3%

Over 50%

3%

No Answer
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3.

Poorly defined self-concept.

4.

Apathy and boredom.

5.

Resistance to change.

6.

Limited exercise of alternatives, choices, and decisions.

What causes such symptons of alienation?

One source (9, p.36)

indicates that the problem has four components:
1.

Powerlessness - the worker feels he has no affect on
management rules, job conditions, and the work process.

2.

Meaninglessness - the worker derives no sense of meaning
or accomplishment from what he does.

3.

Isolation - the worker is socially isolated from others at
his place of employment.

4.

Self-estrangement - boredom and lack of ego involvement.

According to this definition of alienation, a quote by Mitchell
Fein, a consulting industrial engineer, shows how serious the problem
is:

"About 85% of workers do not identify with their work, do not

prefer more complicated and restructured jobs and simply come to work
to eat."

(7, p .6)

If this is the case, it becomes necessary to look to some method
of motivating the worker, other than job change, to work harder or
more effectively, and thereby increase productivity.

In other words,

if it is not possible to reduce alienation perhaps we can use
motivation methods to work around the problem.
1.

To summarize:

There exists a definite problem in the area of industrial
productivity in this country.

2.

While the problem can be largely attributed to the economic
recession, we can turn to the labor force to help solve the

9

problem.
3.

Although the labor force has the capacity to be more productive,
for some reason it has failed to do so.

4.

It is suggested that alienation is one major reason why the
labor force is not as productive as it could be.

5.

Management must find, and use, some method to motivate its
workers in hopes of improving productivity.

It is the purpose of this thesis to deal with the problem of
motivation of industrial workers.

An attempt will be made to study

various theories of motivation that have been proposed and the
validity or applicability of each.

Also, the various methods of

compensation presently being used will be studied in the light of
difficulty of application and actual effectiveness as motivators.
Finally, non-cash incentives, a newer method of motivation through a
compensation system, will be discussed.

A description of a typical

non-cash program, where credit points are given toward purchases of
awards, will be described.

Also, two case examples of non-cash

incentive implementation and results will be presented, along with
research findings of worker feelings toward such programs.

10

II.

A.

REVIEW OF LITERATURE

MOTIVATION DEFINED
Before proceeding to the various major theories of motivation we

will first discuss various terms encountered in the area of the subject
and then derive a definition of what motivation is.

Information for

this discussion is taken mainly from Norman R. F. Maier's Psychology
in Industrial Organizations.
1.

(10, p.330ff)

Needs
To be motivated it is necessary that the individual have a need

(i.e., drive, motive, or desire).

These needs are termed as the

subjective side of motivational situation and can be broken down in
relation to the individual.

A typical breakdown might be as follows:

1.

Innate needs

2.

Acquired needs

3.

Social needs

4.

Face saving needs

5.

Self-actualization needs

Innate needs are those that serve as the foundation for basic
drives of the individual.

Such needs include hunger, thirst,

curiosity, and sex.
Acquired needs, on the other hand, are derived (learned) from the
environment and are different for each individual.
Social needs, sometimes considered as acquired needs (11, p.763),
include the need for affiliation, status, ego, etc.

It is probably

this area that has the greatest effect on the American industrial
environment.

11

Face saving is closely related to the category of social needs,
being intimately tied with the relation of the worker to his co
workers, supervisors, and the organization itself.
Self-actualization needs are those needs that deal with the
desire for worthwhile accomplishments, self-fulfillment, personal
growth, etc.
We will discuss needs further when they apply to the particular
theories of motivation.
2.

Incentives
The objective side of any motivating situation can be termed as

the incentive* or goal of that situation.

Incentives satisfy needs;

e.g., eating food satisfies a hunger need and drinking water
satisfies thirst.

Often it is difficult to discover if the incentive

obtained is the actual satisfier of a need or if it is merely a
substitute for a need that has a very low chance of satisfaction.
See Table III (10, p.338) for an example of Incentive Substitutes.
One can distinguish between two types of incentives:
and negative.

positive

An individual will strive toward a positive incentive

but will tend to avoid negative incentives (termed avoidance behavior).
Of course, some incentives can be classified as both positive and
negative.

For example:

Although punishment is usually classified as

a negative incentive, an individual desiring attention, no matter
what form, may attribute some positive incentive to the punishment

♦"Incentive" as it is used here should not be confused with "incentive"
when talking about a particular motivational program.
is a general description for goals.

Here the term

12

Table III
Incentive Substitute for Supervisor Positions
Person

Condition

Need

Substitute

A

Has five children

Food, clothing, etc.

More overtime

B

Wears overalls to

Prestige

Cleaner work

Recognition

Praise

Job Security

Assurance of steady

work, spouse a
school teacher
C

Dependent on
others

D

Buying house

work
E

Bored with job

Responsibility

More complex job

F

Dislikes boss or

Escape

Lateral transfer

Face Saving

Chance to suggest

group
G

Senority

candidate
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he receives. Negative incentives are often used heavily in American
industry because they are simpler to use than positive incentives.
This often results in hostile or childish behavior, unfavorable
attitudes, fear, and other problems.
3.

(10, p.346)

Definition
Although the word "motivation" is often encountered in articles,

papers, and books, it is rarely explicitly defined.

We will therefore

now develop a general definition to indicate what is meant by "moti
vation" as the term is used in this paper.

If the nature of a

situation is such that there exist a need (or needs) and an incentive
Cor incentives) that satisfies and removes the need, then motivation
will occur.

Using this as a basis we can define motivation as:

a

tendency toward the potential or actual satisfaction of a need or
needs through an incentive or incentives.

One could then describe

motivation as an "excited state" in the individual, in which he seeks
to return to an unexcited state.
Having defined motivation, we will now proceed to the various
theoretical considerations of worker motivation.
B.

MOTIVATION THEORIES
This section is devoted to a presentation of the various major

theories of motivation.

These theories will be related to the

discussion of non-cash incentives which will be presented in a later
section.

The theories that will be discussed are:

1.

Maslow's Theory

2.

Herzberg's Theory

3.

Need Gratification

4.

Inequity Theory

14

5.

Extrinsic vs. Intrinsic Motivation

6.

Expectancy or Path-Goal Theory

For each theory we will include a discussion about its validity
and/or applicability to the industrial worker setting.
1.

Maslow's Theory of Motivation
In our earlier discussion, we categorized needs as innate,

acquired, social, face saving, or self-actualizing.
only classification scheme that exists.
classified needs in the following manner:
1.

Physiological needs

2.

Safety needs

3.

Belongingness and love needs

4.

Esteem needs

5.

Self-actualization needs

This is not the

Abraham H. Maslow (12) has
(12, pp.35-47)

Physiological needs are those that are a physical necessity to
the body of the individual.

Such needs would include food, water,

shelter, sex, sleep, activity, maternal behavior, etc.

Physiological

needs are relatively independent of each other and usually have a
somatic basis.
Safety needs related to the security of the individual and would
include stability, dependency, protection, freedom from fear, freedom
from anxiety and chaos, need for structure, order, law, limits,
strength in the protector, etc.
Belongingness and love needs are closely related to the social
needs mentioned earlier.

They deal with the individual's connections

with the group, family, and friends.

15

Esteem needs deal with the desire for self-respect, high personal
evaluation, respect from others.
subsidary sets:

Maslow breaks these needs into two

The first set includes the desire for adequacy and

achievement, mastery and competence, confidence, independence and
freedom.

Note that with this set the locus of control lies within

the individual.
individual.

The second set deals with others in relation to the

Needs in the second set would include the desire for

reputation, status, glory, recognition, appreciation, importance, etc.
Self-actualization needs are, according to Maslow (12, p.46)
"...

[the] desire for self-fullfilIment, namely,...the tendency...

to become actualized in what [the individual] is potentially.

This

tendency might be phrased as the desire to become more and more what
one idiosyncratically is, to become everything that one is capable
of becoming."

Specific self-actualization needs will vary greatly

from person to person and with time.

As a note of interest, Maslow

indicated that self-actualizing young people are rare in a society
such as ours.

(12, p.150)

Perhaps of greater importance than Maslow's classification of
needs, is how he related them to each other.

Maslow proposes that

there is a hierarchy of needs; i.e., lower level needs must be
satisified before the individual considers satisfaction of the higher
level needs.

His Need Hierarchy is set up as in Table IV.

Thus, a person having a lower level, high priority need, say
hunger, cannot be motivated with upper level needs until his hunger
need is satisfied.

Once the lower level need is satisfied the

individual can no longer be motivated by it.

16

Table IV
Maslow1's Need Hierarchy
Priority

Needs

1st

Physiological

2nd

Safety

3rd

Belongingness and Love

4th

Esteem

5th

Self-Actualization

17

Maslow does not contend that the individual must completely
satisfy one group of needs before moving up to the next level.
Physiological needs do not have to be 100% satisfied before safety
needs can be used as motivators.
The beauty of the Need Hierarchy is its simplicity.

It seems

obvious that such a system of need priorities would exist, and
studies and clinical observations by Maslow seem to indicate it does.
Maslow's Hierarchy of Needs Theory was developed for individual
motivation and was not applied to workers and the organizational set
ting until several years later. (13, p.92)

Douglas McGregor (14, p.267)

in The Human Side of Enterprise emphasized that a worker's satisfied
need cannot be used as a motivator.
that article.
ductive?

The following quote comes from

'"Management often asks, "Why aren't people more pro

We pay good wages, provide good working conditions, have

excellent fringe benefits and steady employment.

Yet people do not

seem to be willing to put forth more than a minimum effort."
The fact that management has provided for these physiological and
safety needs has shifted motivational emphasis to the social and
perhaps to the egotistic needs.

Unless there are opportunities at

work [McGregor's emphasis] to satisfy these higher-level needs, people
will be deprived and their behavior will reflect this deprivation.
Under such conditions, if management continues to focus its attention
on physiological needs, its efforts are bound to be ineffective."'
(14, p.274)
Due to the effects of the Maslow Theory, it is no longer possible
to expect workers to be motivated by pay alone, where pay is used to
satisfy physiological and safety needs.

It becomes necessary to find

18

out what features of the job can be used as a motivator.
2.

Herzberg's Theory of Motivation
A motivational theory that deals with factors of the job was

developed by Frederick Herzberg.

It is his contention that "...the

factors involved in producing job satisfaction (and motivation) are
separate and distinct from the factors that lead to job dissatis
faction."

(15, p.161)

He goes on to say that job satisfaction and

job dissatisfaction do not exist on the same continuum; they are not
opposites.

Herzberg related satisfaction and dissatisfaction on the

job to different sets of needs.

One set of needs is derived from

man's physiological and safety requirements, while the other is asso
ciated with psychological growth of the individual.

The former set

of needs Herzberg refers to as dissatisfaction-avoidance or hygiene
factors.

Such factors would include:

status, security, supervision, et al_.

working conditions, salary,
The latter set of factors are

termed as growth or motivator factors and include:

responsibility,

advancement, recognition for achievement, and work itself.
Herzberg believes that hygiene factors come into play only when
the worker perceives their absence.

Once these factors are present

any addition of more units of the same factor will not motivate the
worker.

On the other hand, any addition of a motivator factor will

motivate the worker.
Herzberg, in an attempt to prove his premise, studied 1,685
workers in twelve different investigations.

The workers included

lower-level supervisors, retiring managers, manufacturing supervisors,
nurses, Finnish foremen, accountants, scientists, food handlers,
Hungarian engineers, and others.

19

Herzberg used what has been coined "the critical incident tech
nique."

Those workers studied were asked what job wants had occurred

in their work that had led to extreme personal satisfaction or dissat
isfaction.

The combined results of these studies are presented in

Figure 3.

Of the factors listed as contributing to job satisfaction

81% were of the motivator classification. Of those factors contributing
to job dissatisfaction, 69% fell under the hygiene classification.
These figures back, to some extent, the Herzberg Theory, but the
methodology and the theory itself have been questioned as to their
validity.

According to an article by J. Richard Hackman and Edward E.

Lawler, "... a number of researchers have been unable to provide empir
ical support for some of the major tenents of the theory...and the
general conceputal status of the theory must presently be considered
uncertain. Further, the theory has not yet been elaborated to specify
how characteristics of workers interact with the presence or absence
of the five motivating conditions (achievement, recognition, respon
sibility, advancement, and growth in competence) in determining worker
performance and satisfaction.

Finally, the theory in its present

form does not specify how the presence or absence of the motivating
conditions can be measured for existing jobs.

This makes it very

difficult to test the theory and to generate unambiguous predictions
from it about the effects of specific changes which may be contemplated
for existing jobs."

(16, p.216)

In another study by D. A. Ondrack, University of Tronto, MBA
students were asked to list those factors which would make an
occupation ideal for them and those factors which would make an
occupation least satisfying.

The results showed that motivators were
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clearly sources of dissatisfaction and satisfaction.

Also, motivators

were shown to be more important than hygienes for both positive and
negative occupation factors; i.e., factors of an occupation that make
it more Cor less) pleasant to fulfill.

(17, p.83)

V. H. Vroom has stated that workers would naturally be inclined to
attribute job satisfaction to their own achievements, while attributing
dissatisfaction to elements of the work environment.

(17, p.79)

However, Grigaliunes and Wiener (18, p.550) have stated that the
Herzberg Two-Factor Theory has not been refuted because:
1.

There has been a lack of success developing appropriate
measuring techniques of bi-dimensionality.

2.

Conclusions about the validity of the theory were made by
testing hyootheses that could not be logically derived from
the theory.

3.

Results of various studies are inconclusive.

Thus, the validity of the theory remains to be proven. This does
not mean that implications of the theory cannot be used, but if one
looks at the theory it becomes evident that job change is necessary in
applying it to the work situation.

One of the major contentions of

this thesis is that some jobs cannot be changed.

For these jobs it

is felt that the Herzberg Theory is not appropriate
3.

Need Gratification Theory of Motivation
Having discussed Maslow's and Herzberg's Theories we can now turn

to Need Gratification Theory, first proposed by Martin G. Wolf in 1970.
(19, p .91)

This theory combines aspects of the Hierarchy of Needs

Theory and the Two Factor Theory.

It proposes that persons having lower

level needs can obtain satisfaction from hygenic factors, while persons
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having higher level needs can obtain satisfaction from motivator
factors and dissatisfaction from both hygienic and motivator factors.
In a study by James D. Neely of Cornell University (20, p.86f),
125 non-academic employees of a small college were questioned to discern
at what level their needs fell (high or low).

Each subject was then

asked to write two critical incident stories to determine which job
factors contributed to their satisfaction or dissatisfaction.

The

results of the study did not support the Need Gratification Theory.
Once again, the validity of the theory remains to be proven.
4.

Inequity Theory of Motivation
In dealing with the worker in the industrial setting we often

encounter the phrase "a fair day's pay for a fair day's work."
Unfortunately, this rather simplistic view does not cover anything but
the economic side of an exchange, when in actuality the exchange may
be much more than purely economic.

(21, p.194)

Inequity (or perhaps-

Equity) Theory attempts to alleviate this problem by encompassing more
of the factors evident in the work situation.
Inequity Theory can be stated as follows:

The worker brings to the

job his education, intelligence, experience, training, senority, ethnic
background, social status, and his effort.
what he perceives as his contributions.
perceptual aspect of these factors.

These "exchange factors" are

It is important to note the

Whether the worker actually

contributes a factor to the job or not is unimportant. If he perceives
that he does, the factor must be considered as part of the exchange.
Adams has classified these exchange factors as inputs.

(21, p.195)

For these inputs the worker expects rewards, termed by Adams as
outcomes.

(21, p.195)

Outcomes would include pay, intrinsic rewards,
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fringe benefits, senority benefits, and status symbols.

Once again we

are concerned with the perceived value of outputs by the worker.
Both inputs and outcomes are said to have some intercorrelation;
i.e., some factors on both sides of the exchange will be tied together,
for example:

seniority and age, experience and seniority, training and

education, pay and status symbols, etc.

Adams proposes, however, that

the individual cognitively treats the factors as independent.
To discuss Inequity Theory we must identify two reference bases:
Person and Other.

Person is an individual (or group) for whom equity

or inequity exists.

Other is what Person refers to in determining

equity or inequity.

In certain situations Other can be the same

individual as Person but at different points in time than Person.
Using a model developed by Festinger in 1957 and further elaborated
by Adams (21, p .197), inequity can be defined as follows:

Inequity

occurs in Person when his inputs and outputs are psychologically
discordant with those of Other.

Person's determination of any

discordance occurs in relation to his cultural and historial back
ground.

For example, a "United States Person" may assess a work

situation in effort-reward terms differently than a "Japanese Person."
Festinger developed two postulates from the definition of
inequity (21, p.200):
1.

The presence of inequity in Person creates tension in him.
This tension is proportional to the magnitude of inequity
present.

2.

The tension created in Person will drive him to reduce it.

This tension can be related to the "excited state" mentioned
earlier in the definition of motivation.

Inequity may be considered
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as a source of motivation to Person in his attempts to reduce the
inequity.

Adams has listed methods whereby Person can reduce inequity

(21, p.200);
1.

Person may increase his inputs if they are low relative to
Other's inputs and to his own outcomes.

2.

Person may decrease his inputs if they are high relative to
Other's inputs and to his own outcomes.

(Such a method could

reduce productivity in an attempt to resolve inequity.)
3.

Person may increase his outcomes if they are low relative to
Other's outcomes and to his own inputs.

4.

Person may decrease his outcomes if they are high relative to
Other's outcomes and to his own inputs.

(Note that Adams

suggests Person will act to reduce his inequity even if this
inequity is in his favor.)
5.

Person may "leave the field" when he experiences inequity of
any type; hence, quitting the job, reassignment, or
absenteeism.

6.

Person may psychologically distort his inputs and outcomes,
increasing or decreasing them as required.

Adams argues that

"since most individuals are heavily influenced by reality,
distortion is generally difficult."
7.

(21, p.201)

Person may increase, decrease, or distort the inputs and
outcomes of Other, or force Other to leave the field.

8.

Person may change his Other when inequity occurs.

Adams then goes on to describe various studies concerning Inequity
Theory but concludes:

"Although the support given the theory is grat

ifying, additional data are required to test particular aspects of it.
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In addition, research is needed to determine what variables guide
the choice of comparison persons."

(21, p.209)

Although Inequity Theory explains much about behavior and
motivation, note that the behavior caused by inequity is determined
by Person's perception and is usually self-actuated.

Such considerations

make systematic application of the Theory for purposes of improving
worker productivity impractical.
5.

Intrinsic and Extrinsic Theory of Motivation
Though not truly motivation theories, instrinsic and extrinsic

motivation are so often mentioned and debated they are discussed here
to expose the reader to the subject, and to prepare for later
discussions in this paper.
Intrinsic motivation occurs "when a subject experiences himself
as locus of causality for his own behavior__ Conversely, he considers
himself extrinsically motivated when he perceives the locus of
casuality for his behavior as external to himself."

(22, p.885)

Thus,

such factors as pay, promotion, fringe benefits, etc. would be con
sidered extrinsic motivators.

While tasks that challenge the worker

and allow him to utilize his creativity would be intrinsically
motivating.

Maier has suggested that intrinsic motivation occurs

when work becomes play.

(10, p.365)

Although this is a simplistic

view, it does serve to explain how a worker is intrinsically
motivated.

The motivation arises from the worker himself and not

from outside factors, as would be the case with extrinsic motivation.
While most theorists propose that for a work situation intrinsic
and extrinsic motive factors are independent and additive, recent
research has indicated that there may be some interaction between the
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two.

R. de Charms has argued that the introduction of extrinsic

motivators may actually decrease overall motivation.

(22, p.886)

Also, de Charms has proposed that motivation to perform a task started
to obtain extrinsic rewards may increase if the extrinsic rewards are
removed.

Studies by Colder, Straw, Notz, Leppu, Greene, Nisbett and

others have lent some support to the de Charm's hypotheses.

(22, pp.

886ff)
Deci has also proposed there exists some interaction between
extrinsic and intrinsic motivation.

In one study Deci had college

students work on a group of puzzles.

(22, p.886) (23, p.125)

Experimental sessions were divided into work periods and free periods.
During the free periods students were allowed to do anything they
liked, including work on puzzles.

It was assummed that time spent on

puzzles during the free periods would be an indicator of intrinsic
motivation.
solved.

Subjects were paid on the basis of the number of puzzles

The amount of free time spent on puzzles by the subjects was

then compared with amount of free time spent by an unpaid control
group.

Results indicated that subjects who received money spent less

free time on puzzles than unpaid subjects; i.e., subjects not having
extrinsic rewards experienced more intrinsic motivation.

However,

there was no difference in attitudes expressed toward the tasks by
paid or unpaid students.
Deci performed a similar experiment to investigate the effects of
noncontigent monetary rewards (rewards not based on performance) on
intrinsic motivation.

The format of the experiment was the same

except the experimental subjects were paid regardless of their
performance.

In this case there was no difference between the
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experimental and control group in time spent on puzzles during free
periods.

From these results Deci concluded that noncontingent

extrinsic rewards do not change intrinsic motivation.

Through these

experiments Deci has concluded that jobs and other situations should
be structured to arouse intrinsic motivation, rather than seeking to
motivate workers through contingency payment schemes.

(23, p .125)

Although de Charm's and Deci's hypotheses have been empirically
supported, William W. Notz, after reviewing various studies on the
subject has concluded "...the studies clearly demonstrate that an
interaction between intrinsic and extrinsic factors can be found,
[but] it is not clear that such an interaction will always be found.
What needs to be specified of course, are the necessary conditions
for such an interaction to occur." (22, p.289)
For administrative purposes, the implications of these dicusssions
of interactions between intrinsic and extrinsic motivation are contra
dictory.

Should rewards be tied to performance or not?

was the basis of research by Jerry Dermer of MIT.

This question

After studying

store managers of a large department store chain through questionnaires
he concluded that the results of Deci's findings should not be applied
to administrative settings.

He goes on to say, "People work with some

expectations with respect to extrinsic rewards; and regardless of
whether one believes that extrinsic rewards and inherently motivating
or are only capable of dissatisfying, they must still be allocated
equitably...[T]here is little reason to believe that allocation of
extrinsic rewards based on performance against budget causes a shift
in a person's locus of casuality.

It is possible, of course, that

high dogmatics, or those externally oriented, or those operating under
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under a fear of failure prefer a reward allocation basis not tied to
objective performance.

But in the majority of administrative

settings, the allocation of extrinsic rewards based on performance
is probably the preferred method."

(23, p.128)

Although the area of intrinsic vs. extrinsic motivation is an
important one, adoption of intrinsic methods of motivation for many
industrial work situations would involve alteration of job structure.
As we have said before, such alteration may be difficult or impossible
(hence, costly) to bring about.

It is still necessary to look to

other methods of worker motivation.
6.

Expectancy Theory of Motivation
This theory of motivation, also known as Path-Goal Analysis

attempts to explain the behavior of the worker (or any individual)
as a "function of

the degree to which the behavior is instrumental in

the attainment of

some outcomes and the evaluation of these outcomes."

(24, p .521)

basic premise has long been used in general psychology

This

(24, p.522), but was applied to

the organizational context by Basil

Georgopoulos, Gerald Mahone, and Nyle Ines, Jr. in 1957.
(25)

Their "path-goal hypothesis" is as follows:

(24, p.522)

"If a worker sees

high productivity as a path leading to the attainment of one or more
of his personal goals, he will tend to be a high producer.

Conversely,

if he sees low productivity as a path to the achievement of his goals,
he will tend to be a low producer."

(25, p.212)

They go on to say,

"The major independent variable studied is the worker's perception of
the usefulness or of the instrumentality of productivity as a path
leading to job related goals.

Such path-goal perceptions may be con

ceived as expectations, or psychological probabilities."

(25, p.212)
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The level of necessity of a particular need also has an effect on
a worker's motivation, as well as his level of freedom from environ
mental hindrance factors.
Since the introduction of the path-goal hypothesis various models
have been developed concerning Expectancy Theory.
have gained wide acceptance.

(24, p.522)

Six of these models

These models are:

1.

Vroom (1964)

2.

Porter and Lawler (1968)

3.

Campbell, Dunnette, Lawler, Weick (1970)

4.

House (1971)

5.

Lawler (1971)

6.

Green (1969)

For the purposes of this paper we will limit ourselves to discussions
of only the Vroom Model and Porter and Lawler Model.

Both are closely

related and relatively more definitive than the others.
a.

(61, p.l)

Vroom Model
Vroom actually proposed three related models:

a valence of

outcome model, a work motivation model, and a job performance model.
We will first consider the work motivation model.

This model states

that the force on a person to act (motivation to engage in specific
behavior) is the sum of the products of the valences of all outcomes
times the expectancy of the attainment of those outcomes. (24, p.522)
(25, p.94)

Algebraically, this can be represented as:
n

w h ere:

30

F = the force to perform an act
E.. = the expectancy that act i will be followed by outcome j
^J
(a probability between 0 and 1)
V. = the valence of outcome j
J
n = the number of outcomes
Since its creation in 1964 the Vroom Model has been modified by
researchers in three aspects:
1.

First level and second level outcomes have been distinguished.
First level outcomes are levels of performance that result
from a given effort, while second level outcomes are the
rewards (or penalties) for the levels of performance.

2.

Valence is also said to have an intrinsic source as a result
of any satisfaction or pleasure the worker receives from the
work itself, regardless of any extrinsic rewards.

3.

Expectancy 1 and Expectancy 2 have been included as separate
variables.

Expectancy 1 is the psychological probability

that an effort will lead to a level of performance or a secondlevel outcome.

Expectancy 2 is the psychological probability

that an effort will lead to second level outcomes.
Vroom's Valence of Outcome Model states that the valence
(anticipated satisfaction) of an outcome is a function of a sum of
the products of the valence of all other outcomes and the worker's
perception of the particular outcome's instrumentality. Algebraically,
n

where:
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V. = valence of outcome
J

Ijk = instrumentality for the achievement of outcome k
V k = the valence of outcome
n

= the number of outcomes

In this model instrumentality is used to define to what degree
the worker sees the specific outcome as leading to achievement of
other outcomes.

Numerically, instrumentality can vary from -1 to +1.

Vroom's Job Performance Model states that the performance of a
worker is a function of the production of his motivation and his
ability.

Algebraically,
P = f (F x A)

where:
P = performance
F = force (motivator)
A = ability = the potential to perform
b.

Porter and Lawler Model
The Porter and Lawler Model is similar to that of Vroom with a

few minor differences.

The main difference lies in terminology.

Table V lists corresponding terms between the two models. (26, p.44)
Also, Porter and Lawler added another factor in the definition
of performance.

Instead of
P = f (F x A)

as with the Vroom Model, the Porter and Lawler Model states:
P = f (E x A x R)
where:
E = effort (motivation)
A = ability
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Table V
Model Correspondence Between Vroom
and Porter-Lawler Expectancy Models

Vroom Terminology
Force (Motivation)

Porter and Lawler Terminology
Effort

Valence of Second-level Outcomes Value of Rewards
Instrumentality

Performance-Reward Probability

Expectancy

Effort-Performance Probability
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R = role perceptions = the belief of the individual as to what
he should do to be successful at his job.
Heneman and Schuab have combined both the Vroom Model and the
Porter and Lawler Model into a comprehensive framework that is easily
understood.

(26)

This framework is presented in Figure 4.

Heneman and Schwab reviewed nine separate studies investigating
hypotheses derived from Expectancy Theory.

They conclude that,

although the theory includes a multivariate approach to the concept
of motivation, the "Theoretical improvements have not been adequately
reflected in the research."

(26, p.49)

They suggest that there is a

need for additional research in the field.
Although there is some question as to the validity of Expectancy
Theory, it is often used as an explanation of worker motivation and
performance.

The theory does have value, and will be used later in

this paper as a possible explanation for the success of non-cash
incentive programs.
7.

Conclusion of Motivation Theories
Several theories of motivation have been presented in this

section to give the reader a basis to evaluate programs that will be
discussed.

These general frameworks of motivation must somehow be

applied to workers in the industrial setting.

The next section deals

with methods of application in industry through the use of incentives
and their theoretical motivational backing.
C.

INCENTIVE THEORY AND SYSTEMS OF APPLICATION
Kae H. Chung, Associate Professor of Administration, Wichita

State University, has defined incentive as "a stimulus or condition
which exists in an organization with the expectation of directing or

Valence

Expectancy

A b ility

_ _ _ _ _ _ _ _ _ _ _ _ Valence of _ _ _ _ _ _ _ _ _ _ _ _ _ Forc e_ _ _ _ _ _ _ _ _ _ _ _ _ Performance
Performance
Instrumentality
Role Perception

Figure 4
Expectancy Model Framework
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influencing the hehavior of organization members."
separates incentives into two categories:

(27, p.31)

He

financial (wages, salaries,

fringe benefits) and non-financial (job content, company policies,
work group, etc.).

We will later consider a third type of incentive

known as non-cash incentives.
According to Chung, the value of incentives as motivators can be
related to Maslow's Need Hierarchy. He makes the following generaliza
tions:
1.

Non-financial incentives are associated with achievement,
advancement, recognition, and growth; i.e., higher level
needs.

2.

Workers in lower level jobs are more likely to be motivated
by hygienic incentives because they have had less chance to
satisfy their lower level needs.

3.

As the hygienic incentives satisfy worker lower level needs,
intrinsic incentives can come into play.

4.

Sometimes an incentive can be a source of motivation or
avoidance behavior, even at the same occupational level.
(27, p.37)

David Gardner and Vendrith Rowland have also suggested that the
success (or failure) of achieving worker motivation through incentive
plans can be related to Maslow's Hierarchy, but they also include
Expectancy Theory (specifically, the Vroom Model), as a basis for
success of incentive programs.

(28, p.909f)

Having considered the definition of incentives, its classification,
and motivational support, we will now turn our attention to a brief
discussion of various methods of renumeration in industry.

Methods
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considered will only be those that apply to production line workers.
Such methods would include:
1.

Wages - daywork

2.

Salaries

3.

Fringe Benefits

4.

Non-Financial Incentives

5.

Productivity Sharing

6.

Non-Cash Incentives

Please note that these methods are not mutually exclusive.
Combinations of two or more of the above are often used.
1.

Wages - Daywork
Probably the most often used method of financial compensation for

production line workers is daywork wages.

(9, p.680)

Under this

method workers are paid on the basis of how much time they spend at
the job.

The method has its advantages.

age, color, sex, etc.

It does not penalize old

It promotes an artifical equality.

For the

worker it is a source of security; he is going to be paid regardless
of supplies, demands, and process breakdowns.

Probably its chief

advantage lies in the fact that it cannot be abused by management;
favoritism and discrimination are difficult, at least in terms of
pay, when rates are set by time.
Although daywork wages do have advantages, one negative factor
damages the effectiveness of the method.

Since pay is tied to time,

the method fails to motivate the worker to be more productive.

Superior

individuals are not encouraged to work harder than a comfortable level.
(10, p.360)
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There are other methods of wage compensation other than strict
daytime.

Some plans base wages on seniority; the longer you work the

more you are paid.

Unfortunately these plans naturally discriminate

against new employees.

Other plans base wages on needs of the worker.

Although such a basis tends to equalize the standard of living for
all workers, it does nothing to motivate the worker.
2.

Salaries
Salary methods of compensation are very similar to wages, except

all ties to time Charring such instances as a minimum forty
week) are removed.

hour

Salaries are usually based on prevailing rates,

supply and demand, ability to pay, cost of living, worth of the worker,
collective bargaining, and other factors.

(9, p.648)

Salaries can

serve as a source of worker motivation if they are carefully and
fairly administered.
programs.

Herein lies the major problem with salary

They become extremely complex to handle and are often

unfair to workers.

Also, the cost of salary administration programs

often prohibit careful attention to the various problems that can
occur.

Such careful attention must include job analysis, job

descriptions, job specifications, job ratings, money allocations, and
employee classification.

Much of these processes involve subjective

judgement, hence there is at least a potential for worker dissatis
faction.
3.

Fringe Benefits
As indicated by their designation, fringe benefits are extra

tangibles given to the worker.

Fringes might include all types of

insurance, vacations, office space, private secretaries, showers, etc.
One can see that such items can be clearly identified with Herzberg's
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Hygiene Factors.
Where salaries are difficult to administer, fringe benefits are
even more so.

Often companies find themselves paying extremely high

costs for fringe benefits in addition to regular salaries or wages.
To combat this problem some companies have instituted what is known
as a Green Stamp Program.

In these programs employees are offered a

large number of different fringe benefits from which they can choose
until they reach a maximum level of value.

(10, p.364)

With this

method workers can choose items according to their individual needs.
Very few companies use this plan.
Although fringe benefits do provide security for employees, they
often fail to motivate the worker once he has them.

The problem is

that the worker will be dissatisfied unless the company does provide
these benefits.
4.

Non-Financial Incentives
This method of compensation is not really a definite program

that can be instituted by an organization; rather, it is closely
related to company outlook concerning its employees.

Company policies,

praise of workers, job content and other factors can be considered as
non-financial incentives.

More important, however, is the philosophy

of management that is reflected by the use of non-financial incentives.
Those who use them are showing (not necessarily intentionally) concern
for the worker.
employees.

Such concern can serve as an incentive itself for

Recognition, achievement, and responsibility areas that

begin to enter the area of intrinsic motivation, can be provided.
Management, unfortunately, is often limited in the amount of
non-financial incentive it can provide.

Numbers of employees, time
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and other environmental conditions often prohibit affirmative action
by management in this area.

Of course any management body that

completely ignores its workers in this respect will soon run into
serious problems.
5.

Productivity Sharing
Methods have been established where financial compensation for

workers is tied to their output.

Such methods, though known by many

names, will be classified here as "productivity sharing".

(6, p.15)

Perhaps one of Americas leading authorities and definitely one of
Americas most prolific writers on the subject of productivity sharing
is Mitchel Fein.

Fein, a consulting industrial engineer, is Adjunct

Associate Professor of Industrial Engineering at New York University.
He has written numbers of papers on incentives, notably, "Restoring
the Incentive Plans," (29) and "Rational Approaches to Raising
Productivity."

(6)

The following discussion is derived mainly from

these two articles.
Fein lists four productivity sharing methods:
1.

Profit sharing

2.

Suggestion plans

3.

Cost savings sharing plans

4.

Pay by performance

Profit sharing plans are being used more and more widely and are
actually being requested by some unions, but Fein contends they cannot
be used to motivate the worker because profits are always affected by
factors completely outside the workers' control.

Often profit sharing

plans are used as an alternative to retirment plans by companies who
feel they are not stable enough to support fixed retirement plans.
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Suggestion plans are used by management in hopes of stimulating
workers to contribute ideas for more efficient procedures, products,
etc.

Most companies have a low return in their plans due to the

social climate of the work place.

Workers may actually be discouraged

by fellow-employees to make suggestions in fear that there will be an
increase in output with no subsequent gains for the workers themselves.
Cost savings-sharing plans are rarely used.

Such plans allow

workers to share a portion of the savings accrued by increases in
productivity.

Fein believes they are not widely used because managers

are reluctant to try unfamiliar programs.
Pay by performance plans, commonly known as wage incentive* plans,
tie the amount of pay to some measure of production or productivity.
According to Beach the following conditions must apply to use this
type of compensation.
1.

(9, p .681)

Employee output, individual or group, must be measurable and
suitable for standardization.

2.

There must be a stable relationship between the amount of
skill and effort of an employee and output.

3.

Work must be easily creditable to individuals or groups.

4.

An increase in productivity must be attainable

5.

Employees must support the method of wage incentive.

*0nce again we are faced with problems in sematics.

The term "incentive"

as used here refers to a specific type of program and not a general
goal that satisfies a need. "Incentive" when later used in this thesis
will refer to specific programs of compensation based on performance;
not the general term.
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If such conditions are not apparent it would be wise to use
strict daywork wages as the method of financial compensation.
Fein states that wage incentive plans unquestionably work.
(6, p .17)

However, surveys by the U.S. Department of Labor indicate

the use of wage incentive plans for production and related workers
in the United States has dropped.
workers were on incentive payment.
cent.

In 1959, 27 percent of these
By 1961 this figure was 26 per

For plant workers the amount fell from 20 to 14 percent

between 1963 and 1968.

(9, p.680)

If such payment plans are so successful, why has their usage
dropped?

The major reason is that such programs are beset with

problems.

Fein has listed the four problems that can arise in the

use of incentive programs.
1.

(6, p.48):

Management fears it will not be able to control incentive
programs.

2.

The design of incentive plans are often based on principles
which undermine the objectives of such plans.

Reasons for

this could be:
a.

Improvements made in processes and equipment not detected
by management.

3.

b.

Errors are made in establishment of standards.

c.

Standards set are often beaten by worker ingenuity.

The basic premise behind incentive plans is no ceiling on
incentive earnings.

It is a guarantee to the workers that

they will not be penalized for working harder.

Few managers

are willing to conceed to such a point, hence workers fear a
"raising the base rate. II
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4.

Some incentive plans emphasize only the end and not the
means.

Such an outlook may suggest to workers that

management does not care how a goal is reached as long

as_

it is reached.
We can continue by listing four more reasons:
5.

Often incentives given are not related to the needs of the
worker, at least past a certain level.

If a worker is paid

an amount that will enable him to provide for his lower
level needs the wage incentives no longer will motivate
him to be more productive.
6.

Group norms often limit the amount of production or produc
tivity.

Those who attempt to go over a semi-formal maximum

set by the group may be shunned.

(30)

7.

There is often no clear connection between pay and performance.

8.

Workers often mistrust management and its reasons for
initiating incentives.

Studies have shown that the imple

mentation of wage incentives programs can increase the
resentment of workers toward management.

(31)

With these possible problems, it is obvious to see why management
is often reluctant to initiate wage incentive programs.

Yet such

plans do allow the worker to have some control over his pay, and
perhaps they increase his intrinsic motivation.

If it were possible

to devise an incentive program that would eliminate some of the bad
features of incentives while keeping good features, better results
might be achievable.
One of the most unique attempts to increase the effectiveness of
incentives programs is the non-cash incentive method, developed by
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Applied Industrial Motivation (AIM) of Fenton, Missouri.

In the

non-cash method, program awards (T.V., stereo, vacation, furs, etc.)
are used as incentives to the workers.

These awards are given to

workers in addition to the regular methods of remuneration.
Very little has been written about non-cash incentive methods.
In the survey of literature only one newspaper article (32) referred
specifically to the particular method, but did not go into detail
about the program.

Because the method is so little known the next

section is devoted to the AIM Non-Cash Incentive Method, as well as a
description of two actual cases of program implementation.

We will

relate the non-cash program to the motivational theories presented
earlier and then raise questions concerning program methods.
The problem of compensation of workers is a complex one. A
variety of different methods, some discussed above, have been tried,
with varying degrees of success.

The non-cash incentive method

holds promise as a more efficient method of achieving a long sought
for goal-motivation and satisfaction of workers through methods of
reward.
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III.

A.

THE NON-CASH INCENTIVE METHOD

THE PROGRAM
Applied Industrial Motivation, a division of Maritz, Incorporated,

developed the Non-Cash Incentive Program in the early 1970's.

The

typical AIM program can be divided into four steps:

1.

1.

Pre-program research

2.

Program planning

3.

Program implementation

4.

Post-program analysis

Pre-Program Research
This part of the program is done by AIM for a client totally at

AIM's expense.

Its purpose is to establish one or more of the

following objectives:
1.

Increase volume

2.

Improve quality

3.

Reduce scrap

4.

Reduce absenteeism

5.

Improve safety

During pre-program research, levels of productivity, worker
attitudes, communication processes, and obstacles to overcome are
carefully studied to assure success of a non-cash incentive program.
2.

Program Planning
In program planning the structure of the incentive reward system

is set up, as well as any slogans, bonuses, etc, that would be
beneficial to the system.

It is decided at this point who is to

participate in the program and receive rewards.

Usually more than
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production line people are included.
Personal and team goals are then established.

From these goals

AIM helps its client company to establish an MBO (management by
objective) atmosphere.

Such an atmosphere can be a major attribute

for program success.
A suitable method of measurement of production or productivity is
established.

The method must be clear and easily understood by all.

If a measurement method cannot be created or used AIM will not
implement its non-cash incentive program.
At last the final decision is made on rules of the program.

These

rules usually contain a central theme that can be easily related to by
the workers.

An example of rules for a program is given in Appendix A?

The indicated program was the subject of the study presented later.
3.

Program Implementation
During this part of the program, program rules and methods are

communicated.

Implementation is probably the most important element

contributing to the success of AIM programs.

It is necessary that

employees are made aware of all facets of the program:

its rules,

gifts available, and effects on present methods of compensation.

There

is never a change in the present compensation system, but employees
should be made aware of that fact.

To explain the program seminars are

held for supervisors, and during operation of the program followup
communications (Book of Awards, program brochures, and newsletters)
are sent to the workers' homes.*

*The author is indebted to Applied Industrial Motivation for its
permission to place these rules in this thesis.
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AIM and Maritz, Inc. help to administer the program by keeping
records on award points given to workers.

All under the program are

given an Award Catalog and Index from which they can choose awards.
Orders are handled completely by the Customer Service Department of
Maritz, Inc.
Workers can turn in their credit points for awards as soon as they
receive them or may save up points for more expensive awards.

Maritz

maintains a warehouse of these awards, and it is through these awards
that AIM makes their money.
success of the program.

Thus, AIM's success is tied to the

The more points workers make the more awards

they receive.
Any awards won by workers are paid for by the employer.

It is

left to the client firm as to whether it also pays taxes on gifts won
by the workers.

AIM account consultants suggest that the firm pay

the taxes.
During the program AIM maintains a running statistical analysis
of results to point out any weaknesses that might occur, and the
account consultants are always available to solve any problems that
may arise during the course of the program.
4.

Post-Program Analysis
Programs established by AIM are not continuous in nature.

the program planning it is decided how long to run the program.

During
At

the end of the established program AIM provides a comprehensive analysis
of results of the program and researches any changes in attitudes of
the participants to determine if it would be profitable to renew the
program.
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If the client firm decides to continue with the program the
process is repeated once again.

The same program (same slogans, themes,

etc.) is not necessarily reimplemented.
B.

CASE EXAMPLES
The following two cases are presented to give an idea of the setup

of AIM programs in actual practice and provide examples of results.
1.

Case One:

Machine Tooling Company

The company is a supplier of precision parts to clients such as
McDonnel Douglas, Boeing, Bell Helicopter, Rockwell, etc.

It produces

such parts as wing fittings, engine mounts, helicopter rotor control
systems, etc.

The firm employs from 400 to 450 workers.

was introduced fay AIM in April of 1974.

A program

Objectives of the program

were:
1.

Increase productivity

2.

Better quality

Rules of the Program:
1.

There are 10 functioning cost centers in the plant.

2.

A productivity base was set for:

3.

a.

The plant as a whole (78%)

b.

Each cost center

Workers would earn 1200 award credits for each 1% over the
78% plant-wide productivity base.

4.

Once the plant base was exceeded, workers would earn an
additional 600 credits for each 1% over his cost center base.

As an example:

If the plant productivity for the month was 83%, credits

would be calculated as follows:
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Actual

83

Base

78

Gain

5

Award Credits = 5 X 1,200 = 6,000 credit points.
If the cost center had a productivity of 76% for the month and a base
of 70%, credits would be calculated as follows:
Actual

76

Base

70

Gain

6

Award Credits = 6 X 600 = 3,600 credit points
Total Credit Points earned would then be:

6,000
3.600
9.600 Credit Points
5.

Bonus Credit Points could be earned for improved quality,
using a plant-wide base.

Credit points were awarded to

each worker for each 5% improvement over base.
Cost vs. Savings of the program are presented in Figure 5.

A

graphical representation of the results is presented in Figure 6.
In the study of Figure 6, note the dips during the months of
August, September, November, and December.

Through questioning of

employees and management of the Machine Tooling Company, AIM was able
to determine that the first dip was caused by new employees who were
really not aware of the program.

The second dip was caused by a lack

of raw materials as a result of the large increase in productivity in
the month of October.

This type of problem is important when consid

ering any incentive program.

Supply materials must be available to
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Gross Savings

853,049.00

Program Costs*

192,591.06

Net Savings

660,457.94

Figure 5
Cost vs. Savings (12 Month Total)
For Machine Tooling Company

♦Employee Awards, Taxes on Awards, Promotion and Communication
Materials.

1974-1975 PERFORMANCE (PRODUCTION EFFICIENCY*)

♦Production Efficiency = Productive Hours * Total Hours

Figure 6
Productivity Improvements for Machine Tooling Company

cn

o
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allow workers to produce higher quantities.

Otherwise, disgruntlement

may occur.
2.

Cast Two:

Krey Meat Packing

This program deals with a company employing 840 production workers
in 45 separate departments (production centers).

The objectives of

the program were to:
1.

Improve employee morale

2.

Increase production efficiency

This program is still running.
Figure 7.

Results to June, 1975 are shown in

Savings and cost are not available.

According to executives

at AIM, the 9.4% improvement shown is exceptional, considering labor
problems experienced by the Meat Packing Company.
C.

EVALUATION OF NON-CASH METHOD

1.

Non-Cash Versus Wage Incentives
The non-cash method differs from regular wage incentives in a

number of ways:
a.

Awards given through the non-cash method are in addition to
regular wages.

The employee has a guaranteed wage, removing

pressure to produce or be more productive.

Wage incentives

often do not have such a feature.
b.

In the non-cash incentive program workers do not work for
extra money; they work for credit points.

Although points do

have a money value workers may consider them as only a means
to obtain awards.
c.

Awards given probably have more value to workers than what
can be ohtained by their use; because workers have earned
points, awards may take on a "trophy value", something not

PRODUCTION EFFICIENCY

Goal

Base
1973
Average

Figure 7
Productivity Improvements for Krey Meat Packing Company

cn
ro
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attainable through strict wage incentives.
d.

Because AIM implements and maintains non-cash incentive pro
grams, it is not necessary for client-management to devote
its time and money to administration of the programs.

As

mentioned before, this is a major reason for the reluctance
of some firms to establish wage incentives, administration
often becomes too complex.
These differences tend to favor non-cash incentive methods over
typical wage incentive methods.

This is not a conclusion that non-cash

incentive methods are better than typical wage incentives, rather it
is a suggestion that non-cash incentives are a viable tool that can be
used by management to improve worker productivity, perhaps a better
tool than wage incentives.
2.

Motivational Support
Having previously presented the various motivational theories, we

will now proceed to discuss the non-cash method in light of these
theories.
The awards that are obtainable through the non-cash method
probably satisfy needs higher in Maslow's Hierarchy than do the needs
satisfied by strict wages or wage incentives.

Because of the fact that

bonus points are given in addition to regular methods of compensation,
it is possible for the worker to satisfy his lower level needs through
the standard wage method.

According to Maslow's theory, the worker

can then be motivated by higher level needs.
satisfy those needs.

Awards are a means to

Duane D. Christenson, president of AIM, in

conversation with A. H. Maslow, developed the modified Maslow Pyramid
shown in Figure 8.

AIM feels its awards fit into the third and fourth
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Figure 8
Modified Maslow Pyramid
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levels, the "psychic income levels."

AIM experts feel their programs

would be ineffective in motivating individuals not having their first
and second level needs fulfilled.

They also readily admit the non

cash incentive method can do little to satisfy the fifth level, selfrealization needs.
The awards given fall into the Herzberg classification of
hygienic factors.

According to the Herzberg Theory, then, the awards

are not true motivators, and will only cause dissatisfaction when
removed.

As mentioned before, the validity of the theory has been

questioned.

While this does not completely discount the premise, it

is suggested that there is some doubt as to whether the awards are
not motivators.

However, because of the success of AIM programs it

seems the awards have some value as motivators.
Need Gratification Theory in relation to non-cash incentives
states that employees having higher level needs would obtain satis
faction from motivators and dissatisfaction from both hygienic and
motivator factors.

As mentioned earlier, the validity of Need

Gratification Theory has not been proven, and the success of AIM
programs lends no support to the theory.
Inequity Theory, although difficult to apply systematically in
the industrial setting (see Review of Literature, Section II), lends
some support to the non-cash incentive method.

AIM programs are so

designed to provide opportunities for added outcomes in exchange for
worker inputs.
We could define the existence of inequity between the employee
(Person) and his fellow workers or himself at another point in time
(Other).

For example, if an employee observes a fellow worker gaining
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more awards through the AIM non-cash incentive program than he is, the
employee may perceive the opportunity to obtain awards at the present
time to be inequitable with his situation at a point earlier in time.
In either case an inequity would exist and according to Festinger's
postulates (see Section II) the presence of such an inequity would
lead to motivation of the worker to reduce the inequities; i.e., to
increase his inputs.

Thus, Inequity Theory would suggest that

additional outcomes provided by non-cash incentives can lead to
increased productivity on the part of the worker.
In discussing non-cash incentives one can easily see that an
attempt is being made to motivate the worker through extrinsic
methods.

With such methods come all the problems concerning intrinsic/

extrinsic interaction, but to repeat an earlier conclusion, it is
sometimes impossible to use intrinsic motivation in a given job
situation.

In such situations we have little choice but to use

extrinsic methods of motivation.

Also, it is rare to find a job

situation where only intrinsic motivation need be used.

From arguments

such as these we cannot eliminate the usefulness of non-cash incentives
simply because they do not motivate intrinsically.
Perhaps the strongest theoretical support for non-cash incentives
lies with Expectancy Theory.

In looking at the model developed by

Vroom and relating it to the AIM programs one can easily see that the
expectancy of an act resulting in awards is very high.
provide clear paths for attainment of goals.

The programs

The valence of goals

is also high because workers have a clear definition of their "psychic
income needs" through catalogs and other communications.

There is a

possibility that valence due to AIM awards is actually stronger than
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would be possible through strict wage incentives.

AIM awards, as

mentioned earlier, not only provide strict product utility; there is
also a trophy value in the awards.

A strong valence and a high

expectancy, according to Expectancy Theory, will lead to a high force
(motivation).

This, coupled with the worker's ability to act in a

method deemed suitable in reaching his goal, leads to high performance.
Thus, we have related motivational theories to non-cash incentives.
From the above conclusion we can see that some theories (Maslow,
Inequity, and Expectancy) lend support to the non-cash incentive
method, while others (Herzberg, Need Gratification, and Intrinsic/
Extrinsic) do not.

But in those cases where theories do not support

the method we have shown that those theories are lacking in support
or applicability.

This does not mean that such theories should be

completely dismissed; they only lead to no viable conclusions
concerning non-cash incentives.
To recap, in this section we have described non-cash incentive
methods as introduced by Applied Industrial Motivation.

We have also

compared non-cash incentives with the more typical wage incentive
methods.

Also, we have discussed the motivational support of the

non-cash method by relating to the various theories discussed earlier.
From the evaluation of the method and through actual case examples
where it has been implemented it is concluded that the non-cash in
centive method is an effective way to increase production or
productivity without capital investment.

What we have failed to

discuss is worker perception and attitude toward the non-cash incentive
program.

Although we can state that the worker is motivated to work

harder, and that non-cash incentive programs can save money for those
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firms who use the method, what are the feelings of the worker toward
such programs?

It is not the purpose of this thesis to formulate some

definitive hypothesis and attempt to prove (or disprove) it; rather
our goal is to give the reader a working knowledge of the productivity
problem and various motivational theories that could be used to solve
the problem of productivity.

The major worth of this thesis is to

describe the non-cash incentive program and worker perceptions of
that program.
3.

It is to this area we now turn our attention.

Definition of Research Areas
In studying the AIM programs in relation to premises put forth

by existing motivational theories several areas of question were
defined where it would be beneficial to solicit input from workers.
These areas are listed below:
a.

Although program results show increased productivity,
does the worker actually feel that the program is the
locus for his motivation to be more productive?

Perhaps

he feels he has always wanted to work harder, but now
he is getting something in return for the extra work
he could do.
b.

A problem that often occurs with incentive programs is that
workers are limited in their efforts to gain incentive compen
sation by factors outside their control.

AIM takes careful

measures to lessen the chances of such occurrences, but how
successful are they?

If the worker feels he is limited there

is a high probability he will be disruntled with the program.
c.

As mentioned earlier, some workers feel that, under incentive
programs, if they work harder management will raise the
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base rate.
faction.
d.

This also can be a source of worker dissatis
Do the workers under AIM programs have such a fear?

The catalog of awards provided by AIM uses top quality
merchandise for all products offered.

Would the worker

prefer to see the same products with lesser quality,
thereby costing him less credit points?
e.

AIM sends much of the information concerning specific programs
to the workers' homes.

Thus, the worker's family has an

opportunity to see the available gifts and perhaps put some
pressure on the worker.

Does the worker resent such pressure?

Would he prefer to receive such material at work and choose
for himself whether his family should see it.
the family picks out the gifts:

Also, who in

the worker, the spouse, the

children, or someone else?
f.

Under AIM programs, workers obtain credit points.

Would

they prefer cash, as with the more typical incentive programs?
g.

Does program implementation itself affect the worker?

Does

he feel management takes a greater interest in him because
of the program?
h.

A very important question concerns the longevity of the non
cash program.

If such a program was run for a long period

of time would removal of the program prove disastrous?
Although AIM programs run for set intervals this effect is
still a definite possibility.
i.

How does the worker use his credit points?

Does he pick

a gift and work for it, or does he work for points and
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check at given intervals for those gifts he has saved
enough to order?
j.

As emphasized before, implementation of AIM programs is
extremely crucial.

How successful is AIM in presenting

rules of the program to workers?

Related to this area

is how the worker perceives the rules in terms of being
fair, and if he feels he receives the right amount of
points for the work he does.

In connection with this last

area, does the worker feel that the base set for his
department is a fair representation of the productivity
situation.

Any deficiency in these areas could hamper the

effectiveness of a non-cash incentive program.
k.

Do workers have any major complaints or suggestions for the
non-cash incentive program?

l.

Do supervisors feel the workers are motivated by non-cash
incentive programs, and do their views in this area conflict
with the workers themselves?

m.

Is there a chance that non-cash incentive programs would
affect the collective bargaining process in union plants,
or would operation of non-cash incentives lead to an
increase in union grievances?

In an attempt to answer these questions it was decided to conduct
research with employees who were currently working under a non-cash
incentive program.
was accomplished.

Section IV is a description of how such research
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IV.

METHODOLOGY

In an attempt to gain worker input on attitudes toward the non
cash incentive programs, and to provide information on the other
areas discussed in the preceding section, contact was made through
Applied Industrial Motivation with a client using the program.
The original intention was to survey workers under a non-cash
incentive program in the AIM organization itself, but after consider
ation and discussions with executives of AIM it was decided that such
a move might introduce bias into the results, due to any loyalty on
the part of AIM workers.

As a result, Krey Meat Packing of St. Louis,

Missouri was asked to serve as a subject of the study.

They agreed.

On January 19, 1976, a meeting was held at Krey between the
writer of this thesis and Mr. Don Pettlg, plant manager of the St.
Louis operation.

The purpose of the meeting was twofold.

was necessary to develop logistics of the survey:
how it was to be run.

First, it

when, where, and

Second, it was hoped that Mr. Pettig might

provide his views on the program itself.
Originally, the plans were to run a survey whereby a given
number of employees would fill out questionnaires about the non-cash
incentive program.

However, at the January 19 meeting the author

was informed that a number of Krey employees could not read or write.
Also, it was felt that taking a large number of employees away from
their place of work at one time would hamper plant operations. Because
of these reasons it was deemed necessary to use personal interviews
to gain the desired information.

Such a method had certain advantages

in terms of gaining information not obtainable through written
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questionnaires.

The date for running the interviews was set for

February 27, 1976.
It was decided that a total of thirty workers would be interviewed
at the Krey Plant.

This number was chosen because it was necessary

to get in and out of the plant in the minimum time with the least
disruption to operations.

It was felt that a balance between the

amount of information gathered and the least disruption and time
could be achieved by interviewing thirty workers on site.
At the January 19 meeting it was agreed that a random sample of
interviewees would be achieved by asking line foremen to send workers
for interviews without the foremen realizing the purpose of the inter
views.

In this way it was hoped that no interviewee would be selected

because he was a known supporter of non-cash incentive programs.
It was requested that, along with regular line workers, interviews
be held with two union officials and two foremen so that more specific
questions could be asked in relation to their positions.
Because thirty workers were to be interviewed it was deemed
necessary to recruit other interviewers to assist in the gathering of
information.

If one interview was to last fifteen minutes with no

allowances for interruptions and delays, it would take one interviewer
almost a full working day to complete the interviews.

In Engineering

Management 382, Management of Industrial Engineering, a course offered
at the University of Missouri-Rolla, two students had voiced interest
in productivity and motivation for a special class project.

These

students were asked to take part in conducting the interviews for
partial fulfillment of requirements of the course.
the arrangement.

Both agreed to
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Due to the nature of the interviews and the fact that more than
one person would be conducting them, it was decided to use a structured
interview format to minimize the possibility of interviewer bias.
Questions for the interview were designed to gain as much
information from workers in the shortest time.

A Likert structure

was selected as a pattern for question formulation.

(33, chap.14)

In this manner numerical values could be assigned to answers given
by workers, thereby permitting a suitable statistical analysis.
The final format of the questionnaire* was designed so that the
interviewer could simply place a check mark next to the appropriate
answer to a question or make notes of central themes expressed by an
interviewee.

Instructions for the interviewer to provide to the

interviewee were also included on the interview sheet and were designed
in a manner that could be read to the interviewee.

However, it was

emphasized to the interviewers that they should not appear to read
these instructions directly from the sheet, as such action might lessen
any rapport with the interviewee.
Each interviewer was supplied with a separate sheet of identical
instructions in conducting the interview** to reduce any bias in results
due to different methods of interviewing.
Question content evolved through study of given areas of research
and through conversations with AIM and Krey executives.

A number of

questions were included at the suggestion of these executives.
The interview sheet was divided into four sections.

*See Appendix B for a copy of the questionnaire.
**See Appendix C for a copy of these instructions.

The first
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section contained eight items.

Each item consisted of statement and

five choices:
A.

Strongly agree

B.

Agree

C.

Don't know

D.

Disagree

E.

Strongly disagree

The interviewer was to read the statement and then ask the
interviewee to respond by picking one of the five choices.

The

second section was similar to the first but the choices for response
were:
A.

Always

B.

Frequently

C.

Sometimes

D.

Rarely

E.

Never

Also, a question concerning who picks the awards was included in
this section.

In Section III the interviewees were asked to complete

statements concerning the program.

Section IV was made up of two

subjective questions dealing with worker complaints and suggestions
for the incentive program.

Interviewees were asked to answer the

questions in any way they chose.

Additional questions were included

for foremen and union officials in this section.
Interviewers were asked to note major themes presented by
subjects when answering Section IV.

It was left up to the interviewer

to provide a tape recorder to record statements made in this section.
Neither of the two students who helped conduct the interview chose
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to do so.
record.

The writer did.

Each subject was asked for permission to

If this permission was not given the recorder was not used

for that subject.
After copies of the interview sheet were made it was decided
to add two additional questions.

These questions were designed to

discover if, on the whole, the individual worker was satisfied with
his/her job and with the non-cash incentive program.
answered by a simple yes or no.

They could be

Interviewers were instructed to

note these questions and their answers on the back of the interview
sheet.
During the interviews each subject was urged to be truthful about
his/her feelings toward the program.

If they chose not to answer a

question the interviewer was instructed to not press for a response.
The very fact that a worker would not answer a question could serve
as indication of an attitude toward non-cash incentives.

Otherwise,

"no answers" were handled by reducing the sample size by one for the
given question.
A section of the interview sheet was devoted to demographic
variables.

In this manner, it was hoped that any dominant feelings

toward the program that hinged on such factors as age, sex, length
of service in Krey, and length of service in a particular department
could be noted.

It was decided not to perform such analysis for

inclusion in this thesis, but such information may be a basis for
future study.
On February 17, 1976, a letter was sent to the Krey Meat Packing
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Plant Manager to confirm logistics of the interviews.*

A followup

call was made on February 24 to see if all arrangements had been made.
Interviews were held on February 27, 1976.

Although the original

specification for the number of subjects was thirty, a total of
thirty-seven workers were interviewed because of favorable time
allowances.

The data collection methodology was closely followed

with the following exceptions:
1.

Attempts were made to assure workers that the interviewees
were in no way connected with Krey Meat Packing or Applied
Industrial Motivation.

However, a few workers, referred to

the incentive program as "your program".

This could have

influenced the workers to answer questions in favor of the
Program.

The number of workers who held this misconception

were few enough that results were not seriously affected.
2.

The secretary at Krey Meat Packing assigned the responsi
bility of obtaining subjects may have introduced bias into
results by giving one interviewer (a female) a larger
proportion of female subjects than the two male interviewers.
It would be extremely difficult to run a check on this
weakness without returning to the plant site.

Once again

it is felt that such a weakness did not seriously affect the
validity of the findings.
For analysis questions on the interview sheet were divided into
two classifications, attitudinal and informational.

Attitudinal

questions were designed to obtain information on worker feelings

*See Appendix D for a copy of this letter.
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toward the program, while informational questions sought input from
workers on how they used the programs.
For the attitudinal questions numerical values from one to five
were assigned to the five possible choices.

These numbers were

assigned in such a manner that a five would indicate strong positive
feelings toward the program, while a one would indicate strong
negative feelings.

Because of this arrangement a "strongly agree"

choice might have a value of five for one question and a value of
one for another.

For all questions the number three signified a

feeling of neutrality for the program.
For each attitudinal question each subject had his choice
classified as one, two, three, four, or five.

Such a method of

data accumulation provided for methods of statistical analysis.
Two statistical methods were chosen for the attitudinal questions,
simple calculations of means and standard deviation, and the
Goodness of Fit Test.

(34, p.202)

Mean and standard deviation

analysis is well known and no deviation from the standard method
was attempted.

Goodness of Fit attempts to test whether a given

set of data approximates (at a chosen level of significance) a known
distribution function.

For this test the known function was

assumed to be a uniform distribution; i.e., with five choices for
each answer the probability for any choice would be the same and
equal to 0.2.

Thus, the null hypothesis for all questions would be:

Each test would have 5 classes and 4 degrees of freedom.

The null

hypothesis would be rejected if the computed Chi-square was greater
than the tabulated Chi-square at the given level of significance

68

(in this case, 0.05)

The Chi-square can be computed as follows
P
x

5
p
= Z(f. - e . r
i=l

e~.

where:
f. = number observed in each class
e. = expected number in each class (which, for a sample size
of n, in this case, would be .2n)
For the 0.05 level of significance and 4 degrees of freedom the
tabulated Chi-square equals 9.488.

(34, p.400)

We would therefore

reject the null hypothesis when:

X^(computed)>9.488
The typical procedure in the use of Goodness of Fit is to combine
all classes having less than 5 entries.

This method was not followed

in the analysis because it was felt such combinations would cause a
loss in the value of some data due to the structure of answers.

For

example, if a given question had two respondents in the "Strongly
Agree" category, a combination with the "Agree" category would cause
the two "Strongly Agrees" to lose their strength of response.

Also,

it did not seem logical to combine positive or negative attitudes
with neutral attitudes.
If the null hypothesis was rejected, indication was given that
the responses did not fit a uniform distribution and would indicate
attitudes learning toward either the positive or negative side.
After studying the means and standard deviations conclusions could
be made concerning strength and direction of attitudes.
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A chart was designed to enter data whereby one could observe
means and standard deviations for each attitudinal question and
for each of the 37 subjects.

This chart is presented in the next

section.
For the informational questions only the Goodness of Fit Test
was performed.

Rejection of the null hypothesis would not be an

indication of attitudes toward the program, but would show a
particular emphasis on the subject matter of a given question.
A simple program was written to provide for computer analysis
of data.

Such a method was used due to time requirements and

elimination of error in calculation of results shown in the next
section.
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V.

FINDINGS

Presentation of results of research is divided into three
classifications: (1) Demographic Summation, (2) Structured Questions,
(3) Unstructued Questions, (4) Summation Questions.
A.

DEMOGRAPHIC SUMMATION
Interviewers collected data on age, sex, length of service with

Krey, worker's department, and length of service in that department.
At least one worker from every department using the incentive program
at Krey was interviewed.

A demographic information summation is

presented in Table VI.
B.

STRUCTURED QUESTIONS
These questions contained the attitudinal and informational

questions discussed earlier.

Results of the attitudinal questions

are presented in Table VII.*

The mean of the means of the questions

was 3.02.
1.15.

The mean of the standard deviations of the questions was

The average mean for the 37 subjects is 3.02.

The mean of the

standard deviations of the subject was 1.18.
Results of the informational questions are presented in Table VIII.**
Results of the Goodness of Fit Tests are presented in Table IX.
that Question 12 is excluded from the Goodness of Fit Table.

(Note

This

question often caused multiple responses from the interviewee, and
some subjects were not asked the question, depending on their response

*Table VII is also presented in Appendix B as Table XI to provide
easy reference to the questions.
**Refer to Appendix B for the specific content of the questions.
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Table VI
Demographic Information Summation

Age of Subjects

44.03 years

Length of Service with Krey

17.92 years

Length of Continuous Service
in Present Department

14.78 years

Male Subjects

25

Female Subjects

12

Table VII

Attitudinal Question Results
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Table VIII
Informational Question Results
Question

A

B

C

D

JE

4

5

15

3

7

7

5

3

8

12

9

5

9

14

5

5

3

10

10

16

1

6

6

8

11

13

3

9

4

8

12

19

8
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Table IX
Results of Goodness of Fit Test
for All Questions
Null Hypothesis, Ho:

Pi=P2=^3=^4=^5

Classes = 5
Degrees of Freedom = 4
Level of Significance = 0.05
Question

y2 CCalculated)

y 2 (tabulated)

1

18.53

9.488

Reject Ho

2

39.6

9.488

Reject Ho

3

23.11

9.488

Reject Ho

4

11.24

9.488

Reject Ho

5

6.65

9.488

Cannot rej ect

6

15.11

9.488

Reject Ho

7

12.86

9.488

Reject Ho

8

14.22

9.488

Reject Ho

9

10.97

9.488

Reject Ho

10

16.11

9.488

Reject Ho

11

8.81

9.488

Cannot reject

13

28.27

9.488

Reject Ho

14

12.32

9.488

Reject Ho

15

24.83

9.488

Reject Ho

16

39.36

9.488

Reject Ho

Result
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to Question 11.

Therefore, the null hypothesis used in all other

cases was not applicable to Question 12.) Table X repeats Question
12 and shows the results of the responses.
C.

UNSTRUCTURED QUESTIONS
Questions 17 and 18 are presented in the next section.

Additional

unstructured questions were put forth to the two union officials
and two foremen interviewed.

For the union officials the question:

"Do you see any difficulties in this program in terms of unionmanagement relations?" was asked.

One union official saw none.

The

other felt the union would never try to negotiate points given, but
did feel the program could cause problems.

He expressed the opinion

that some people worked harder because of the incentive program,
while others could not or would not.

Naturally, management would

favor those who did work harder, setting up potential conflict
situations.

This union official also felt that management should

work with employees to increase productivity instead of establishing
incentive programs of any nature.
The additional question for the foremen was:

"Do you think

workers under you really work harder because of this Program?"

One

foreman felt that some did, but that most were doing their best right
now.

The other foreman gave an affirmative answer but emphasized

that a great deal depended on individual foremen and how they applied
the incentive program in their respective departments.
D.

SUMMATION QUESTIONS
In addition to those questions listed in the Interview Sheet were

two questions designed to summarize worker attitudes toward their
jobs and the non-cash incentive program.

For the question:

"On the
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Table X
Question 12 and Responses
Who usually picks the gift?
Choices

Number of Respondents

A.

Wife (or husband)

B.

Children

8

C.

Other

3

17

"Other" Responses:
1.

Whoever wants something when points are available.

2.

No gifts have been picked.

3.

Both wife and husband work at Krey.

Worker still saving up points
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whole, are you satisfied with your job?" there were 34 (92%) "yes"
responses, two (5%) "no" responses; and one (3%) "not completely"
responses.

For the question:

"On the whole, are you satisfied with

the incentive program?" there were 29 (78%) "yes" responses and
eight (22%) "no" responses.
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VI.

A.

DISCUSSION OF FINDINGS

ATTITUDINAL QUESTIONS
By far the most important information derived from result

analysis was the fact that the mean of all attitudinal responses was
3.02.

Using the weight scheme of five being most favorable and one

most unfavorable toward the program, a value of three signifies an
attitude of neutrality.

Thus, a 3.02 implies, on the whole, that

workers have no strong feeling one way or the other toward the non
cash incentive program.

However, productivity for the plant studied

has shown marked improvements.

This might indicate that workers

need not be in favor of a non-cash incentive program to cause it to
be effective.
Another interesting result of some attitudinal responses was
an indication of a nearly bimodal response distribution condition;
i.e., larger and often almost equal numbers of responses were given
for both positive and negative attitudes for a given question.

Often

such a pattern indicates that a sample did not include those who have
attitudes that lie near a calculated mean.

It is difficult to surmise

how this condition could occur in the sample composition for this study.
Perhaps it did because subjects were unwilling to indicate a feeling
of neutrality on a given subject.
Means indicating positive attitudes (X greater than 3.0)
occurred on questions 7, 8, 13, and 14.
management-worker interaction.

Question 7 dealt with

Most workers felt that their super

visors were taking a greater interest in them and their work because
of the non-cash incentive program.

Such a reaction is extremely
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important and could be a major reason for the success of such an
incentive method.
A major fear with many incentive programs is that once estab
lished they become self-perpetuating.

Results for Question 8 indicate,

however, that if for some reason the non-cash incentives were dropped,
work would not drop back in their efforts to be more productive.

This

feeling was echoed by the Krey plant manager, who felt that if
productivity did drop, such a drop would not be disastrous.

(35)

As mentioned earlier, a major weakness of many incentive pro
grams is a failure to make the rules of the programs clear at their
inception.

Results indicate that, at least for the Krey non-cash

incentive program, the rules were explained very well.

The usual

method of implementation of non-cash incentive programs specify that
rules be thoroughly explained, which is a definite contribution to
the programs' success.
Worker perception of fairness of program rules is another
necessity for effectiveness of incentive programs, and results
indicate that subjects perceive rules of non-cash incentive programs
to be fair.
Means indicating negative attitudes occurred on Questions 2, 3,
6, 15, and 16.

Results on Question 2 indicated that workers often

have a desire to produce more, but often are not permitted to do so
because of conditions beyond their control.

While it is often

difficult to eliminate such a problem, every attempt should be made to
do so.

If not, workers may become frustrated, and possibly may

decrease their output efforts.
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Question 3 results indicate that workers have a fear that if
they produce more management will raise the base rate.

When

devel

oping program rules, AIM executives always emphasize the base should
never be raised, and the incentive program at Krey is no exception.
Yet workers perceive that the base could be raised.
could destroy program effectiveness.

Such a condition

Every attempt should be made

to assure workers that this will not happen.
One of the most interesting results was analysis of data for
Question 6, dealing with worker preference for more typical cash
incentives.

Answers to the question could have almost been predicted

because of worker response to AIM on other similar programs.

The mean

of the answers was the lowest for the attitudinal question, a value
of 2.19.

This indicates that most workers would prefer cash incentives.

Surprisingly, opinions on this question had the widest variance, with
a standard deviation of 1.39 (compared with an average standard
deviation of 1.15).

This indicates a wide difference of opinion (all

of the five choices were picked).

Because of this it is difficult

to come to conclusions on this question, but as discussed before,
credit points fall into Maslow's Hierarchy at a higher level than
money.

Thus, it may depend on the individual worker and his level of

needs at a given time.
Results for Question 15 indicate that workers feel they do not
get a fair amount of points for the amount of work they do.

This

does not necessarily indicate a weakness in the program, since
workers would naturally desire to obtain more compensation than they
currently do.

This premise is supported considering 78 percent of the

workers expressed satisfaction with the program and 65 percent felt
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the program rules were fair or very fair.
B.

INFORMATION QUESTIONS
For the informational questions implications could be drawn when

the null hypothesis was rejected.

This occurred for all but Question

5 and Question 11, both dealing with family influence on the worker.
Also, Question 12 was closely connected to Question 11. Therefore, no
significant conclusions could be derived from this question either.
The remaining informational questions are discussed below.
The catalog of awards supplied by AIM to workers under the non
cash incentive program contains gifts of a high quality, costing more
than the same products of lower quality.

Results of Question 4

indicate workers would prefer to see less expensive brands of the
same products, thereby increasing the buying power of their award
points in terms of number of bonus awards.
Questions 9 and 10 were asked to determine what processes workers
go through in choosing their bonus award.

From results it would seem

an equal mount of workers choose awards and work toward them as
compared to those who obtain points without a particular bonus award
in mind.
C.

UNSTRUCTURED QUESTIONS
A wide variety of suggestions were given by workers as to

improvement of the program.
1.

Examples are:

Management needs to emphasize the incentive program on a
continuing basis.

2.

Department goals should be equalized

3.

Must wait and see.

4.

Too busy to think.
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Others had no suggestions.
Perhaps more important than the actual suggestions made was the
fact that very few suggestions were made by more than one worker. Such
a fact would indicate no real major weaknesses in terms of worker
perception.
When workers were asked if they had any complaints about the
program, inputs such as the following were generated:
1.

Award points should be tuned more to individual effort.

2.

Point value of gifts is always being changed.

3.

Goals for departments are often too high.

4.

Some items are too expensive.

A problem that appeared in this question area dealt with worker
misconception of results of the program.

Some workers felt that

because of the program, "somebody had to lose out."

They did not

realize savings generated by the incentive program paid for the costs.
Admittedly, those who expressed this view were few in number, but it
does indicate a possible weakness in the program implementation.
Other workers felt they had to pay income taxes on the gifts.
When questioned further they admitted knowing that Krey actually paid
the taxes, but since the value of the points they recieved showed up
on their W-2's they felt they were paying the taxes.

Once again this

is a fault of worker misconception of actual rules.
D.

SUMMARY QUESTIONS
The summary questions indicated that satisfaction with job may

be closely tied with satisfaction with the incentive program.
are exceptions, but of the 37 subjects, 30 (81%) answered both
questions with the same answer.

Unfortunately, we can make no

There
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conclusions from the results as to whether job satisfaction causes
satisfaction with the incentive program or vice versa.

Only a

correlation is indicated.
E.

RESULTS OF ATTITUDINAL QUESTIONS BY SUBJECT
Of the 37 subjects studied, 19 (51%) had mean scores indicating

positive attitudes toward the incentive program.

Sixteen (43%) had

mean scores indicating negative feelings toward the program.

Two

(6%) subjects had mean scores indicating neutrality.

Thus, a larger

proportion of subjects were in favor of the program.

This becomes

significant when considering the following weakness in choosing the
subject sample.
The method of choosing who was to be interviewed was left to
the discretion of the line foremen.

As mentioned before, these

foremen had not been informed about why they were to send workers to
the office area.

Although this would assure that no worker would be

chosen for interviews because of his known favoritism of the program,
the method could inadvertantly introduce bias.
their place of work during the working day.

Workers had to leave

There is a chance that

such a requirement might cause a foreman to pick his least productive
worker to leave the work place.

Thus, a question arises:

Are

relatively less productive workers less in favor of the incentive
program, and would such non-favoritism tend to cause results of the
research to show more negativism than actually exists in the plant?
It is not possible to prove or disprove this supposition, but if
it is true the actual proportion of workers at the Krey plant
expressing positive attitudes and the overall mean of attitudes may
actually be greater than that indicated by the sample.
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Of course, the converse also could be true.

Foremen may have

sent workers known to have favorable feelings toward management, since
it was known that the plant office was the center of management. Here
again we are assuming anyone favorable to management would also be
favorable to the incentive program.
In either case we are suggesting there exists a possibility of
error in measurement that would be difficult to prove.

Such error

could be extremely important considering the closeness of indicated
attitudes to neutrality.

The first argument would slant attitudes

to the negative side, while the second would slant attitudes to the
positive side.
It is the opinion of the author that of the two arguments, the
first has the greatest probability of having occurred.

It is there

fore suggested that attitudes toward the program are more positive
than indicated by the results.
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VII.

CONCLUSIONS AND SUGGESTIONS FOR FURTHER RESEARCH

In this thesis it has been attempted to provide a basic back
ground for the field of motivation and to relate the various theories
to typical compensation systems used today in industry.

A newer

method of motivation through compensation has been described, the
non-cash incentive system developed by Applied Industrial Motivation.
It was suggested that the non-cash incentive method's apparent
success can be related strongly to the motivational theories discussed,
particularly Maslow's Hierarchy Theory and the Expectancy Theory.
Non-cash incentive programs, if applied properly, provide a high level
of instrumentality for a given behavior; i.e., workers see a strong
relationship between the effort they put out and the goals obtainable.
Non-cash incentives may serve to provide greater goal importance
than would typical cash incentives since the available awards have a
chance of lying higher in the Maslow Hierarchy, due to their "psychic
income" and "trophy value."

This topic of relating the motivational

theories to non-cash incentives and comparing the success of non-cash
to regular cash incentives holds great potential for future research.
An area not previously discussed concerns the ability of non
cash incentive systems to increase intrinsic motivation.

Of course,

the awards used as non-cash incentives are extrinsic in nature, but
it is proposed that these incentives may serve to promote intrinsic
job motivation.

Does a worker become more interested in his job?

Does he look for better methods of working and seek to implement these
methods?

Does such action actually lead to an increase in worker

motivation?

These questions also provide an opportunity for further
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research.
Worker attitudes, according to the results of the study of this
thesis vary on different aspects of the non-cash incentive program.
Overall results tend to indicate a feeling of neutrality toward the
program.

However, other analyses show that significant increase in

productivity has been achieved through use of the program.

As

discussed earlier, the manner of implementation of any incentive
program has a great effect on its success.

Therefore, the careful

implementation of the non-cash incentive programs lend support to
their effectiveness.
In summary, considering the results of the study and discussion
of motivational support for the non-cash incentive method, it seems
that positive aspects of their use

outweigh the negative.

It is

concluded that the success of such programs is a strong argument for
their use by management as an additional tool to motivate the worker
for increased productivity.
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WINNER'S CIRCLE PROGRAM RULES
Because you and your teammates did such a great job in the TRY Program,
your award winning opportunities are being extended for another year.
You know how great the awards in the TRY Program were . . . well,
in the WINNER'S CIRCLE Program they can be just as good or better.
You proved that Teamwork does Reward You —

Now here's another

opportunity to join your teammates and earn exciting new merchandise
offered in the new WINNER'S CIRCLE 1976 Book of Awards.

(Which will be

mailed to you soon.)
You can bet you're in for plenty of excitement in the Krey
WINNER'S CIRCLE Program.

There will be new department and plant

challenges , . . valuable awards . . . and much more.
To make sure you're on the track, study the rules that follow.
Then, put yourself in the Krey WINNER'S CIRCLE.
PROGRAM DATES:
The Krey WINNER'S CIRCLE awards program started October 28, 1975, and
will run to October 23, 1976 . . .

13 consecutive 4 week periods of

award-winning action.
EARNING AWARD CREDITS:
In the WINNER'S CIRCLE Program, as in the TRY Program, you will have
an opportunity to earn Award Credits for both plant and departmental
proficiency gains.

The more proficiency improves, the more Award

Credits you will earn.

It's that simple, but there is one Important

point to remember . . .
Your department's proficiency average per period must at least
equal your departmental base for you to earn department or plant
Award Credits for that period.
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PROGRAM GOALS:
Plant: The goal for the entire plant throughout the WINNER'S CIRCLE
Program is to improve proficiency from 73% to 83% . . . same as in the
TRY Program.
Departments:

Each department will be assigned its own goal to achieve

throughout the WINNER'S CIRCLE Program that will correspond to a
plant-wide improvement of 83%.
PLANT-WIDE BASE:
Here's more good news . . . The plant-wide base for the WINNER'S
CIRCLE Program will be 73% proficiency . . . exactly the same as in
TRY Program.

And as plant proficiency improves above 73%, you will

continue to earn Award Credits according to the following schedule:
AWARD CREDITS FOR PLANT-WIDE IMPROVEMENT:
(400 Award Credits Per Percentage Point Over 73%)
Plant Proficiency

% Attainment

Total Award Credits Per Employee

Average

of Goal

Per 4-Week Period

73% (Base)

0

74%
75%

400

20

76%
77%

40

60

2,400
2,800

80

3,200
3,600

82%
83% (Goal)

1,600

2,000

80%
81%

800
1,200

78%
79%

0

100

4,000
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Plant Proficiency

% Attainment

Total Award Credits Per Employee

Average

of Goal

Per 4-Week Period

84%

4,400

85%

120

4,800

MEASURING DEPARTMENT IMPROVEMENT
An important change in the WINNER'S CIRCLE Program . . . All department
members will have an equal opportunity to earn Award Credits based on
achieving a percent of their departmental goal.

(Not for each

percentage point increase in proficiency.)
This new rule makes it possible for members of a department
with a small point spread between base and goal to earn as many
Award Credits for reaching goal as a department with a large point
spread.
For example:

A 60% attainment of goal in a department with

a 5 point spread would require a 3 point gain (60% X 5 = 3 points).
While a 60% attainment of goal in a department with a 10 point spread
would require a six point gain (60% X 10 = 6 points).
Members of both departments would earn the same number of Award
Credits for a 60% attainment of goal, and all department members
will earn Award Credits according to the following schedule:
AWARD CREDITS FOR DEPARTMENTAL IMPROVEMENT*

*N0TE:

Employees not under a departmental proficiency measurement

will be awarded a total of 725 A/C's per point of plant improvement.
These employees include laundry, store room, office janitor, elevator
and plant clerks.
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Total Award Credits Per
Employee

%

of Goal Attained

Total Award Credits Per
Employee % of Goal Attained

Per 4-Week Period

Per 4-Week Period

20%

400

100%

3,200

40%

800

120%

4,000

60%

1 ,600

140%

4,800

80%

2,400

160%

5,600

Departmental Award Credits will be issued at the end of each
measurement period for a total of 13 periods.
DEPARTMENTAL BASES AND GOALS:
In the WINNER'S CIRCLE Program, most departments will maintain the
same departmental base as in the TRY Program.

In some cases,

however, two departments have been combined into one department, and
new program bases equal to the combined weighted bases of the two
departments were set for those "new" departments.

Program bases and

goals for all departments are as follows:
DEPARTMENT

BASE

GOAL

Pork Cut & Conversion

88

95

Cellar

60

75

Pork Trimming & Conversion

67

78

Pork Offal & Box Shop

57

65

Pork Chitterlings & Pack

63

73

Pork Kill, Penning

88

94

City & Country Shipping & H. Freezer

72

76

Lard

68

77

Smoke Meat Hanging

58

65

Smoke Meat Wrap & Pack

58

79

96

DEPARTMENT

BASE

GOAL

Slice Bacon

59

76

Sausage

71

85

Ham Boning

82

86

1.87

1.62

Saving Glands & Fat

74

80

Casings

55 Rnrs

60.5 Rnrs.

Grease & Tankage

70

85

Meat Market

56

65

Garage

82

95

Loading Dock

43

65

Lewis Street

67

82

Janitor & Porters

64

70

Night Cleanup

81

85

PLANT AVERAGE

73

83

Beef Department

AWARD CREDIT EARNING EXAMPLE:
To give you an example of what you cold earn at the end of any
period . . . let's say your department achieves 100?i of its goal and
the plant averages 81% proficiency.

What would you earn?

out the answer, first check the PLANT AWARD SCHEDULE.

To figure

You'll see

that an 81% Plant average would result in 3,200 Award Credits.

Then

check your DEPARTMENTAL AWARD CHART and you'll find 3,200 Award
Credits opposite a 100% improvement.

When you add the two together,

you'll end up with 6,400 Award Credits for the period.
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FAST-START 6ET-A-WAY BONUS FOR NOVEMBER:
How would you like to earn 2,000 additional Award Credits between
November 23 and December 20?

It can be done.

To win, your department

will have to average 60% or more of its proficiency goal during
this period.

It's your chance to pull ahead early in the program.

This "Fast-Start" Bonus will be in addition to any other plant
and departmental Award Credits you may earn during November.
ATTENDANCE QUALIFIER:
You are an important person on your job.
work, proficiency suffers.

When you are away from

Therefore, to earn the awards indicated

for plant and departmental improvement you must be on the job.
If you have one unexcused absence during a measurement period,
the Award Credits you would have earned for that period (and only
that period) will be held for three 4-week periods.

At the end of

this time, if you have had no additional unexcused absences you will
get the award credits back for the period in which you were absent.
EXAMPLE:

One unexcused absence 1n January, Award Credits for

January will be held.

No unexcused absences 1n February, March and

April, you will receive Award Credits each month for February, March
and April plus the Award Credits lost in January.
If you have two unexcused absences in any one period you will
lose the Award Credits you would have earned for that period.
Hourly employees must work at least 80 hours during a four-week
period to qualify for awards.

Excused time off from work will not

count toward the hours required.
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CHANGING DEPARTMENTS:
If you are transferred from one department to another during a
measurement period, you will earn Award Credits based on the
performance of the department in which you worked the most time
during the last week of the period.
For example, if you work the first three weeks of a period in
the Sausage Department and the last week in Slice Bacon, you would
earn departmental awards based on proficiency improvements in Slice
Bacon.
STATE AND FEDERAL TAXES:
Krey Packing Company will again pay for all transportation costs
involved in delivering awards to your home, plus all state and local
sales or use taxes on the merchandise you order.

As in the TRY

Program, the value of the Award Credits you earn during the program
will be included on your W-2 Statement of Earnings for Federal Income
Tax purposes.
WHAT YOU CAN EARN
If your department averages 80% of its goal throughout the program
and the plant holds an 81% average . . . you will earn 74,800
Award Credits, including the "Fast-Start" Bonus.

That's enough

Award Credits to order a stereo, a refrigerator-freezer, a pool table
or more.
By averaging goal (83% plant proficiency and 100% of your
department goal) throughout the year, you would earn . . .
95,600 AWARD CREDITS
enough to order practically any item in your Book of Awards.
planning now for the awards you want.

Start
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This program is offered as a special benefit to Krey employees by
the Krey Packing Company and may be withdrawn or modified at any
time.
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Interview Sheet
My name is
______ _______________
. I'm from the University
of Missouri at Rolla, and we're here today to study the incentive
program used here at Krey. We'd like to ask you a few questions if
you don't mind.
(Pause)
You've been selected to represent the workers here at Krey to
express your feelings toward the incentive program used here that
Applied Industrial Motivation organized.
I want you to know that
there is no way we can relate what you say to you. Your answers will
be completely anonymous. You don't have to tell me your name if you
don't want to. This way we hope you'll feel free to give me your
actual feelings.
I've got a tape recorder here, and I'd like to record some of
the things you say, and later on put them into a paper I'm writing.
Do you mind?
Yes______ O.K. no problem.

(Skip to next paragraph.)

No________(Read the following paragraph.)
O.K., I'll be turning on the machine later on.
can tell me to turn it off whenever you want me to.

When its on you

Let me get some information about you before we start
What's your age?______
How long have you worked with Krey?______
What department are you in?______
How long have you been in that department?______

Sex

Section I
Now then, in the first part of this interview I'll be reading
you some statements. I want you to tell me how you feel about the
statements. For example, if I was to say, "The football Cardinals
should have played in the Super Bowl this year," would you:
A. Strongly Agree
B. Just Agree
C. Really not know
D. Disagree
E. Strongly disagree
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What would you say? O.K. I'd mark that down and go to the next
question.
If you want me to repeat a question just say so. Any
questions? Let's start.
(Numbers in parantheses indicate attitudinal
direction.)
1.

The incentive program and its awards make me want to work harder.

(5) A.

Strongly agree

(2) D.

Disagree

(4) B.

Agree

(1) E.

Strongly disagree

(3) C.

Don't know

2.

There are some times when I want to work harder so I can get more
points, but something I can't control prevents me from working
harder.

Cl) A.

Strongly agree

(4) D.

Di sagree

(2) B.

Agree

(5) E.

Strongly disagree

(3) C.

Don't know

3.

If I produce more, or work harder, management is going to raise
the base rate.

O ) A.

Strongly agree

(4) D.

Disagree

(2) B.

Agree

(5) E.

Strongly disagree

(3) C.

Don't know

4.

I would prefer to see less expensive brands of the same product
in the catalog.
A.

Strongly agree

D.

Disagree

B.

Agree

E.

Strongly disagree

C.

Don't know

I would prefer to have the information from AIM (catalogs, etc
given to me at work instead of mailed to my home.
A.

Strongly agree

D.

Disagree

B.

Agree

E.

Strongly disagree

C.

Don't know
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6.

Although I get credit points for working harder now, I would
prefer to get cash instead of credit points.

(1)

A.

Strongly agree

(4)

D.

Disagree

(2)

B.

Agree

(5)

E.

Strongly disagree

(3)

C.

Don't know

7.

Because of the AIM incentive |
program my supervisor and other
managers have taken a greater interest in me and the work I do.

(5)

A.

Strongly agree

(2)

D.

Disagree

(4)

B.

Agree

(1)

E.

Strongly disagree

(3)

C.

Don't know

8.

If this incentive program was used for a long time, but for some
reason was eventually stopped , I would not put out as much effort
as I did when the program was being used.

0)

A.

Strongly agree

(4)

D.

Disagree

(2)

B.

Agree

(5)

E.

Strongly disagree

(3)

C.

Don't know

Section II
The next questions are similar to the ones we just did except
the answers from which you choose are:
A. Always
D. Rarely
B. Frequently
E. Never
C. Sometimes
9.

10.

I like to choose an award and save enough points to get it later.
A.

Always______

D.

Rarely_____

B.

Frequently______

E.

Never______

C.

Sometimes______

I like to work for and save up points without a particular gift
in mind.
A.

Always

D.

Rarely

B.

Frequently

E.

Never

C.

Sometimes
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11.

I pick out the gift I am going to work for.
A.

Always

D.

Rarely*

B.

Frequently*

E.

Never*

C.

Sometimes*

Who usually picks the gift?
A.

Wife (or husband)

B.

Children

C.

Other

(Specify)

Section III
In the next four questions I'm going to read a statement and ask
you to complete it. I'll give you some choices as to how to complete
it.
13.

When the incentive program was explained to me, AIM and management
made the rules

(5)

A.

Very clear______

(4)

B.

Clear______

(3)

C.

Neither clear nor unclear______

(2)

D.

Unclear______

(1)

E.

Very unclear

14.

I think the rules of the incentive program are

C5)

A.

Very fair

(2)

D.

Unfair

(4)

B.

Fair

(1)

E.

Very unfair

(3)

C.

Don't know

15.

The amount of points I get from the amount of work I do is

(1)

A.

Very low

(4)

D.

High

(2)

B.

Low

(5)

E.

Very high

(3)

C.

Neither low nor high

*If subject answers any starred answer ask question 12.
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16.

I feel the base set for my department is

(1)

A.

Very

high_

(2)

B.

High_______

(3)

c.

Neither high nor low_______

(4)

D.

Low_______

(5)

E.

Very

low__

Section IV
The rest of the questions I'm going to ask are general.
answer them in any way you choose.
17.

Just

Do you have any suggestions on how the AIM program could be
improved?
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18.

Do you have any gripes about the AIM incentive program?
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Additional Interview Sheet for Foremen
19.

Do you think the workers under you really work harder because of
this program?
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Additional Interview Sheet for Union Stewards
19.

Do you see any difficulties in this program in terms of unionmanagement relations?
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easy reference to the actual questions.
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INTERVIEWER INSTRUCTIONS

1.

Establish rapport with each interviewee.

This will be difficult

when using a structured interview, but you should appear friendly
and very interested in what each interviewee is saying.
2.

The instructions are designed to be read; but do not feel that you
should follow them word for word.

If you feel the interviewee is

not following you, stop and find out what the difficulty is.
3.

Please emphasize that all answers will be anonymous.

If you want

to use a recorder for the open-ended questions in Section IV, be
sure to secure the interviewee's permission.

He must know that

what he says may appear in print later, but everything will be
anonymous.
4.

Be sure to obtain the demographic information.
their sex.

5.

Don't ask for

It will be evident.

In reading the questions always be clear what the choices are.
Don't hesitate to repeat any questions or answers.

6.

Question number four (4) may require some explanation to the
interviewee.
used:

Giving an example may help.

The following can be

Instead of a pressure cooker that would require 13,000

credit points I would prefer to order a pressure cooker that
costs, say, only 10,000 credit points.

That is, I would like to

see products of lesser quality— Do not give this example unless
the interviewee appears confused about the question.
7.

For the open ended questions don't try to take notes on everything
the interviewee says.

Just jot down significant themes.

we'll note the common themes.

Later
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8.

Be sure to thank the interviewee at the end of the interview.

9.

If you encounter a hostile interviewee do not end the interview.
If the reason for his hostility is the incentive program we want
to find out why.

10.

We are taking workers off the job, so do not take too long with
any one interviewee.

This does not mean you should rush the

interview to fit into any time span.

It should take no more than

fifteen minutes to complete one interview.
11.

Be friendly and cooperative with all at the plant.
a part of their time to help us in our research.

They are taking
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Mr. Don Petting
Krey Packing Company
P.0. Box 208
St. Louis, Mo.

63166

Dear Mr. Pettig:
This letter is in reference to our conversation of January 19,
1976.

Since that time I have been developing my thesis topic dealing

with the AIM incentive program, and the methodology required for my
research.

As a result I am now prepared to interview a random sample

of the employees at your company working under the AIM incentive
program.

If still possible, I will be at your plant on Friday,

February 27, as we agreed.

I will arrive at 9:00 a.m. if this meets

with your approval.
With me will be two other students, Tom Noel and Carol Foster,
from the University of Missouri-Rolla, who have volunteered to assist
me in conducting interviews.

I have arranged with Dr. Yildirim

Omurtag to give these students credit in one of the courses they are
taking under his supervision.

I feel they are both competent in

dealing with people and will be able to conduct interviews with no
trouble.

You will find a copy enclosed in this letter containing

instructions for these two team members.
If possible, we would like to talk
who work under the program.

to a total of thirty employees

If you could provide three areas where we

can conduct interviews we would be greatly appreciative.

We calculate

that no one interview will take longer than 15 minutes (a copy of an
interview sheet is enclosed).

Allowing for time to greet people, get

settled, etc., we calculate one interviewer can interview a minimum of

115

3 an hour.

With three interviewers this comes to 9 an hour.

We

should be able to be in and out of your plant within a maximum of
Ah

hours.
I agree with your suggestion as to who should be picked for the

interviews.

If agreeable with you, we will leave it up to you and

your staff to schedule who we should talk to.

However, if possible,

among the thirty employees I would like to talk to two foremen and
two union officials.

I have some additional questions for them

(see enclosures).
Thus, I would like to talk to two foremen, two union officials,
and six line workers.
workers.

Tom and Carol will each talk with ten line

We would like to have contact with as many different

departments as possible.
I will call you on Tuesday, February 24 to see if there is
anything I need to do or if there is a change in plans.

If, by any

chance, bad weather prevents us from traveling on February 27, I will
call you to set a new date.

I hope this will not be the case because

time is beginning to be a factor as to whether I will graduate this
May.
I realize that research such as this could be disruptive to
your operations, and may I offer my sincerest thanks for allowing me
to take up you and your company's time.

Without your efforts I could

not complete my thesis.
I am looking forward to talking with you again.
Respectfuly yours,

Daniel F. Cole
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